DOCUMENT RESUME 



ED 273 997 



CS 505 350 



AUTHOR 
TITLE 

PUB DATE 
NOTE 



PUB T7PE 



EDRS PRICE 
DESCRIPTORS 



Broome, Benjamin J.; Xeever, David B. 
Facilitating G^oup Communication: The Interactive 
Management Appx'oach. 
May 86 

30p.; Paper presented at the Annual Meeting of the 
Eastern Communication Association (77th, Atlantic 
City, NJ, April 30-May 3, 1986). 
Speeches/ConfeX'ence Papers (150) — Reports - 
Descriptive (l4l) 

MF01/PC02 Plu5 Postage. 

Cognitive Processes; Communication (Thought 
Transfer); *Conflict Resolution; Decision Making; 
Decision Makin9 Skills; *Group Dynamics; 
* I nterper sonal ^ Commun icat i on ; ^Management Systems ; 
Models; ^Organizational Communication; ^Problem 
Solving 

ABSTRACT 

Noting that a distinction can be made between the 
different types of problems faced by managers in today's 
organizations, and that managei^s increasingly face problems of a more 
complex nature, this paper suggests that an interactive management 
approach is best for solving complicated problems. Following an 
introduction that distinguishes between relatively simple problems 
and those that are more complex, the paper first discusses techniques 
for managing group processes for complex problem-solving, including 
the complexity of the problem, the communication among the 
participants in the problem-solving, and the resources available to 
the group. Next, the paper identifies necessary components of group 
facilitation for complex probl^n-^solving, including definite control 
of group process; problem identification preceding generation of 
alternatives; and use of tested, behaviorally and technically 
balanced group methodologies. The paper then analyzes five variables 
in the interactive management process f including computer hardware, 
software, and peripheral equipment and a specially designed room. The 
paper concludes by noting that this program, built around the three 
components of effective problem resolution of intelligence, design, 
and choice, is a logical metho<3 of solving complex problems. Tables 
of findings are included. (DF) 
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FACILITATING GRODP COMMDNICATION: 
THE IHTBRACTIVE MANAGEMENT APPROACH 



I — Introdupti?" 

A crucial distinction can be made between the differf^^fr 
nir\^^ problems faced by managers in today's organizations 
S?«hi lc:°^. management problems, designated "Class I" or "Normal " 
Irobll^l fnr^ ^•"k^^^^^^^"^ Keever, 1984), consists of t?Sse 
problems for which the knowledge necessary for solving them 

Meri^Mvi'i'"-^ ^i"^^^ discipline, which are"^ characterized by a 
Se solved hi fni^i''-^"'^"' ""^^^ ^" organization, which «n 
no neerto Lf^ric V!? ^ P^P^^" of steps, and vhich demand 

no need to reassess the basic variables or assumptions underlvina 
the problem. "Class li" or "Complex" problems, on the ot he? 
Sn?t; "%1fe'°cf in;olve different 
fSiiow^no^^ff"® IVV- ^" ^" organization, cannot be solved by 
following past methods, and demand reevaluation of the basic 
nJoil. K^"^ assumptions underlying the problem. These types of 

Arq^Jfs QSaYi ^ril """'^'^^ scholars, including 

Argyris (1982), Cleveland (1973 , Kemeny (1980), Ackoff (1979) 
Simon (1960), and Rittel and Webber (1974). «cKorr us/y}. 



DroblS in„,«ii -l"^ "i®^ ^ sampling of conditions that affect 
i"te?Ss oJ^nr^M^;. ^""^ example, the degree of value agreement 
Mn hfve a^Son^ifo»^^'^""®l^ priority given to the problem 
• ^. ^^|"ificant impact on problem-solving efforts; the 
same IS true for the amount of time available. In qeneral 
each Class II problem will be characterized by one or mo^l of ?he 
^"n'^'^lt ^^^^^^ ^" right-hand column^o? the ?ab!e (aSd 

perhaps other similar conditions) in varying intensity. 

^Ji^i^^ ^"rrent management theory and practice is designed 
e?fecti^e''™ann!r'^,K^^ problems in an ef f icient^and 

that *.V^ ' • These methods are predominantly conteni:-b;..c:p^ . 

^??^4r.T' primary focus is to systematically gather the 

disciplinary information necessary for solving the probleil ThI 

arpXrYa\rinf\\i't-'°'"''°V^ ^IlfiK W /iLyi^Bt; "f th'l 
situation 1% I K "^^^ gained, the answer to the 

situation will be apparent. In many cases, the task is to 

tafk K'to cond?-.'.^M"PP"P""'^ informition; in other'clses, tJl 
Necessary da?S appropriate research for uncovering the 
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INTERACTIVE MANAGEMENT, PAGE 2 
TABLE 1 

A SAMPLING OP CONDITIONS APPECTING PROBLEM COMPLEXITY 



CONDITION 



1) Number Of 
Disciplines 
Involved 



2) Degree Of Value 
Agreement : 

Awareness Of 
Problem 

Priority Given 
To The Problem 

Intensity Of 
Concern 



3) Time Available 



EASY TO DEAL WITH 
"CLASS - I" 



Single 



5) Impact On Org. 
Structure Or 
Operation 



6) Impact On 
Resource 
Allocation 



7) Environment 
Stability 

8) Others 



High Awareness 
High Priority 
High Intensity 
Ample Time 



4) Money Available Ample Money 



No Reorganization 



No Change 



Stable 



DIFFICULT TO DEAL WITH 
■CLASS - II" 



Multiple 



Low Awareness 
Low Priority 
Low Intensity 
Limited Time 
Limited Money 



Significant 
Reorganization 



Significant change 
in resource alloca- 
tion pattern 
required 



Turbulent 
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conpl^^rsltel]^^^^^^^ ^i-^ themselves facing .ore 

themselves to conventional approacLc^^ Problems do not lend 
ineffective, and in n,Vnv . Traditional methods are 



quantitative f actor Vn,;^^!*. • ^"^-^^tative as well as 

Situation. Most imporLntly ^"iJ"^^ the resolution of the 
situations that a va^i'eJfof ^ndi vidn.^^^ in complex problem 
agencies, and perhaps evL or 0^0^.1- ^ ^" various departments, 
efforts toward solving ?he problem. ^ ^"^^^^ ""^^^^ ^^^^^ and 

cooperation in th^ successf ul imcl organizational 
However, ^ Inteor^^f ^^p'^Xl^f^^- dfrn " solutions. 
KfiXJs is iisualiv a cha i i f««T^^ flliffiJLfiat Perspgrfly^f in orouo 

on the content necessary fS^obta/^^,-?"''^'",^ priSaliip 
little attention to the nmroL ^ solution, they pay 

individuals towLfan un^Sdino"n/VK^ ^^"^ "^^^^^ a groVof 
consensus on a solution The J^?,?- ^^e. complex problem aSd a 
approaches is made apparent by the foA^"'''^^ inherent in thesi 
(1976): Fparenc t>y the following quote from Warfield 

in the PX5 " si^e^ Problem- solving ssm^\n6 
context. ^^^^^ ^^^^ "^^^ within that 

group^p^Vir.^"^^^^^^^ i?'sl4c!k'c'al^^^dV^^ ^^^"-^ to 

£fiinpl£x problems of a Class I? i^f-n, ^ designed to work with 
management of the group process Th^ :»rfrf ''^^^^ focuses on 

termed "Interactivl Ma^affSfS^i or^a,- n/-Pi"^^^ ^o be described is 
and Christakis (see Warfield 1?83? JJi^^ developed by Warfield 
the Center for Interactive Manaaempii- ^f currently practiced by 
in Fairfax, Virginia. paper wfli ?L^^°^^^ Oniversit^ 

the Interactive Managemer^t broach c^i-rn^^^ °" ^^^^ ^hich 
among the participants ^n p^^?dSctive and"^^?-^^^ communication 
following section outlines Romo efficient ways. The 

group process for complex prX%™ .?il"^^ Problems in managlS| 
will describe the Intera?"ve «^^^^^^^ ""^^ ^^"^^ ^«^tion 

deals with these problems Management approach and how it 
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B) 



varied; of^'/ctU^ 'tL?".'aJ Xt^^^^^^^ there are a 

the group. These fac4\s"?nc?ud\"th\ °/onSw!Jgf Performance of 

A) The Coaplexity Of The Problea 

rnowY:§ge°'abo"ut''tU'i3^\''ei"H"V^ expertise, state-of- 
overwhelm and -gridlock- th^ 'not"/ ^^''^^^^ factors may 
problem-solvers, '/„VeprnU^\^o\^^^^^^ ^-"P <>" 

IXinTGrSup""" Participants In The Preble.- 

managing thiir commSnx'SIt?re?^!cien?!v°and'i^^'"S^''^^ ^" 
Especially when each of the plrticiMniJ ^« effectively, 
degree of content exoer^-iQl Pff^icipants possesses a high 
develop an a?mr=phl^l Jherl'n^L^l ^*.t"»«ly difficult to 
one another. :cn addit?^n"disluLiin ^"f cooperate with 
and many of the best idea; are efthfr i ^ ^"""^ direction, 
never surface in thL Vr.Z^*. J either lost or else they 
that develops. competitive and evaluative atmosphere 

is^eceL^^lor'^L'krnTnr'o '° ^^^perate rather than compete 
certain in'^sfridual le'fa^^or IVJ"'^' P"*''"" resolution! 
creativity, generation of II temat iJel' ava^ ^ " ^ e 

information, and overall fioi oi ^nVi^^^H'-^y "^^^ 
participants may be unaware of L • ^"^f^mation, and 
inhibiting behavior. PlexYbil^^v ori"""^'^^^® their 
suspended eval uatio^ are cr^^^i^^^^.^^ °/ thought, and 
complexity Tho f«i i !^ • critical m dealing with 

con?roJie^d i/ ord'e°r' trmi'nim?/e" d'.'t''"". ""^^'be 
maximize the flow of info^m^tTon ^^^^racting factors and 

a) Unfocused Discussion 

JanMn'ts.*"^ °* toPics or go offln 

b) Interruptions 

The tendency of group members to intorruot o^rh 
before ideas are fully expressed" ^""^""P^ each other 



ERIC 



INTERACTIVE MANAGEMENT, PAGE 5 



c) Poor Listening 



listen to others' views" "^^^'^ ^^^^^ 

d) Individual Domination 

st\\'s°?„"arvrdual's. ^ —1 or high 



e) Constraining Communication Climate 

wh\%t'yeoplV'fe^^^^ ? Of openness 

unconventional ideas. contribute tentative or 



f) Premature Evaluation 
The 



g) Information Overload 

Of Individuals to as/i,n,°,'"^;f^'- limited ability 
items, and provide responses ProcesJ 

h) Inadequate Idea-structuring 

i) Premature Solution Focus 

hal ^e%"n%%u\\l?rie?Lldf''"'"°" "^^"^ '"^ P""- 
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* BflortrsSch^'S^r Indirectly Affecting The Proble«--Sol ving 

a) The Organizational Cultu..e 

r^Llli^^ acts, procedure, suggestions, and 
recommendations may or may not be receptive to members 
ot the organization. 

IfLrl^'.^^l^^^ Purpose and Deliverables Of The Group 
Effort: Managers' Expectations 

The set of expectations concerning the deliverables, the 
time allotted to the issue, and the resources needed may 
be unclear at the outset of the work. neeaea may 

c) Organizational Incentives and Rewards 

incentives and disincentives affecting 
individual and group performance may dramatically affect 
the formation and outcomes of the group. Certain 
2M?^"«^^li°r"^ encourage participative problem-solving 
While other organizations do not even provide adeouate 
meeting facilities. aueuuate 

The Actors Not Involved In The Problem-Solving Effort 

Individuals who are not involved partially or completely in 
the group work may not have a full appreciation of the 
fn^??^"! underpinning the identification of critical issues 
and the formulation of solutions. This information can get 
i^^L the transmission of the group's results to other 
members of the organization with a high likelihood of 
™?nda?ion's! ""Stives, conclusions, and 

The Approach (Methodologies) For Addressing The Problem 

ol?® A'ifv K ^"^^ ^ methodology for addressing the problem 
or they may be using a set of methodologies which are 
inadequate or mismatched to the complexity If the problem 
Moreover, the members of the group may be insensitive ?o the 
role that good methodologies have in productive group work 
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The Resources Available to The Group 

a) The Working Environment 

ina%^'Lle"in\''erm%'«J 1'""^ P"^^^"" ^^^^^"9 may be 
conv^?ence' as well as a'suf?i"i^^^^^^ comfortj or 
for effective problem- solving! ^^"^ 

b) Time Allotted 

XinHeSSu^U?^*" ^" unrealistic time frame for 

c) scope Of Inquiry and Need For Closure 

?r%uT^lll':h "L'XVoTeZrL "-""""ion the 

recommendations and sol utl nn» commonplace 
repackaged. solutions are rediscovered and 
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-o^eXV.VAi\^^^^^^ presented several 

of these methods are based on ^h^ f^- ^ Most 
described by John Dewey (1910) /rfl "^^^^tive thinking- 
management decision-makinq bv H A %^ terms of 
the three primary tasks of L^: ^ ^^^^1^- Simon outlined 
understanding Of ^the SatJfe Of ?hr^ J? (a) gaining an adequate 
(b) designing alternati"! ?ol'u\\?nTto%^hT^^^^ 
Phase), and (c) choosing amon^a ai%rrn A • Problem {DESIGN 
Which best fits the sitSltfon (^IhSiJe "ha^^^^^ '''' solution 

approa^"h?s'joVo^pV'robrim'-^^^^ Simon, several 

twenty years which attp^n? 1 ^ developed over the past 

interacticn/noSt^er, not all of^^^^^^ P""^^ of 

with ssmsi^^ Probleisr ani'none S^the!. If'nT^^ ^""^ ^^^^^"9 
systems approach which incorporates ai i ^K T^^?^ adequate 
components of management decfsf on ^^""^^ °f necessary 

Simon. Synectics (PrinL i/vn^ 'j!^''^"^ outlined by Dewey and 

intelligence gathering Etaqe i^Jf ^IV'H^' emphasized the 
making functions to ^he^singl^ ^ndltTdnli ^-^^^^n and choice- 
The Interaction Method (Doyie aid t^^^^^^ n^^i^f problem, 
primarily for streamlinina con™J?« Straus, 1976) is designed 
role definition and task div?sIo?c^ K"o^ meetings through improved 
complex problems is severely ^^.^ applicability to 

methodologies for svnthesi« ^^"^ted due to its inattention to 
(Dewar, 19I3) are des^igj^rprimarflv^'af^^^ Quality Circlel 
Identify and solve prSblem^s related ^0%^^ groups to 

being produced by the groun anr? ^nf Product or service 

complex problems! Consensus' M?nl,-^^^„^''^ rarely applied to 
Hornick, 1985), a relatively neft^JS^^^^^ Bcroush, Enk, and 

groups structure ideas into oJaan^H^ t^^® ^^.^""^ attempts to help 
not demonstrated an ability to d^^l f"-! interrelated sets, has 
Situations of a Class ilnaVurl? large-scale problem 

probl^e:s^'sLcL%eTwm"^^^^^^^^ ^^^5-up communication 

does not offer suf f iSil?^^:^ gtiidfnci delineation 

improving problem-solving. ^Sowever ^r^""^-! ^^^^"^ for 

point for sear Chi no f or n*»w "o*'®^er, it does provide a starting 

While it is Probably^ot pSIsibleKvf "^'^^^^ systems! 
group problem-solving which deal% ?o2^T"®,^ ^^"S^® approach to 
with all Of the factors discussed Jn rr^ unequivocally 

there are some key factors which J Section II of this paper, 
help overcome or VnYmfz" som^^'of ohan?e§ to 
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alternatives. Pr^ceamg seaection of preferred 

gr%\p'„e\"'aVlog'es!''""''^ technically balanced 

ini^/a'c'? £7orVro^rp';rranS't"'?"« ""-O 
information. ^ "^"^ maximizing flow of 

devei%%'dr fnd'^^s'tMTa'sId ^^^^3^1^^"^ been designed, 
system, called Interactive M^n^«®! Principal ideas. This 
special attention to overcorATo^A"^^ described next wiJh 

discussed above. overcoming the group management problems 



Of mi^alirnt^^illjlfeJ^ ~ (^l^iUlVi^^ ^'^-^^"1 ^"f^tions 
^'n^r1^st/c"%%1ire*„--'-*" 

* Se' IM^Facn^tftlr?' """^ "-beholders, 

* The CONSENSUS Hethldllogiel. °" "'^"^ ' ""^ 

So%% "'■'"""^'^ Jf-si„, complex proble., it 

content, problem- sol vino cnn^L^ \ I ^ distinction between 
(Warfieid 1984; ChrYs^^a^ki^and" Ke^^^^^^^ processes? 
are entirely responsible for ^h^ Z^^'i^^J^' Participants 
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W^lli9enc%U^^^^^o%^^ from the 

through a car ef ul sel ecfci«S f ^he Choice phase 

Methodologies in conjunction w/^h ^h^.^tm^ ?^ the ConslSluI 

and -Situation Room."^ See Figure 1 ^ Facilitator, computer. 



co-e 



Interactive Management is practiced when the fi 
xist. In more detail these comnnnon*. " "J^.^® 



An IM Facilitator 



Participants 



'"-^^■'^'=" wnen cne tive components 
these components are: "'"ponencs 



to organize and conduct 
accordance with the 
Interactive Management. 



the group work 
principles 



m 
of 



5 to 12 individuals who possess 
expertise on the problem sit^uation! 



s content 



Consensus 
Methodologies 



"V thT«%'^^'i"^"'''"^* optimization of 

St'-' :p'^irti::As. 

Illustrates the relationship between tht 
Consensus Methodologies and fh/%K. 
principal functions of 'managenTent. ' ^""'"^ 



Conputer Bquipnent 
and Prograas 



a) 



^M^kcniV.Tn^r "%t^ ^" conjunction with an 
£un^rb\Va\o\°[;. ?e°crn?ral^^/ri^n^cme%" 
ana are used for accomplishing: 

Of* Vtr^if,^ derivation by participants 
?fi»f4^L\'"''*^ "^P^ illustrating 
t"e"/r°trc5^^n%s?ra ^"P""" 



* 'rorSifrrer^»a'geltn\"l^i'eLe"?"a°nT^3' .^^""^"i^h 
concepts which tend t'o deal onir"th%"fna^cholce? ""'^'^ 



Shed 
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DEMOSOPHIA* 



to 

Id 

IS 



a) an adaptability of the Dhvsicai o^*-*-- 



c) 



for thrprfper'^rac^Yc^^S?^^^^^^^ to and inseparable 

Greek letter I (Sicma) fn ® ?'®"^9einent. Using the 

for problem solving? ihrterr-Sio/a V^.^^^ration of resSSrcel 
describe the integrative capabilitv of ^k^VI ^^^^ "sed to 

approach. That is, a!l ?fve c^mofn.r?^ ".^^.^^^^ Managemen? 
present when practicing IM. components listed above must be 

close%p^fa\" n ^and''^^^^^^ Management involves 

IM Facilitator in the disian VnJ ? client, sponsor, and 

sessions aimed at resolvina . conduct of a series of IM 

the detailed taski of JLolvin^^i^ '^^"^ ^and. Because 
typically unknown at the outset''^JJ%„^°'"P^«* Problems ar| 
flexible, yet focused aDDroaih h ^« .^PP'^oach provides a 
participants through the int5???« moving the same set of 

This progression ^ftaken as\V?ndTcaVion'il"' ^^^^^^ P^^se! 

at which the group moves throuah ^kJL u Progress. The rate 
complexity of the problL ^S^^ Phases is dictated by the 

and the a?ailabil%t'?"of Teso'u'rVsTusii'^^^^^ partici^n'ts? 
the participants)/ ThrouQhou^thl r^?« ^^"^ commitmint of 

the help of the other fon, ^® process, participants, with 

engaged^in idea%e'n'e'rYti'o°n" and^^njIJ^catloJ'^- ^^^^-^ aJe 
and comparison, and idea communication/ structuring 



the Greek words 
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Figure 1 



INTERACTIVE MANAGEMENT SPECTRUM 



Progress 



1 MANAGEMENT 
1 FUNCTIONS 

IcONSENSUS^s. 
[METHODOLOGIESN^ 


INTELLIGENCE 


DESIGN 


CHOICE 


1 1) Ideawriting 


• 


• 




1 2) Nominal Group 
1 Technique 


• 


• 




1 3) interpretive 

1 Structural Modeling 


• 


• 


• 


1 4) Delphi 


• 


• 1 


• 1 


1 5) Options Field 




• 1 




6) Options Profile 








7) Tradeoff Analysis 






• j 
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indicate/ii^pfrureT' Ihi'rnV' •"^^hodologies are applied as 
carefully selected to srJLn°"^!"f I!^ Methodologies have bein 
individ/als l"d grours ?dent f ied ""^^^"'^'e behavior o? 
encouraging and supporting idea otHpri'.-^^'^^^^" ^hile 
structuring, and transmis?i«n generation, clarification. 

describes i,; more detau the o--^- -^ Wendix of this pape^ 
the Consensus Methodologies. criteria used in the selection of 

depend"in?"o"tre^a%iTmes'o%'\°^^ ""^^ varied 

position in the IM spectJu" Fiaur% ^o^'^-Vf "^^"^^ their 
common communication patterns *«n,i n^?^ ""®.^ illustrates several 
group communication. For pv^^r.,"*'®/.''^. ^^^^^.^ exist in small 
Ideas using the Nominal Group TlchniW ri."t^^^ generation of 
guidance of the IM FacilitVto?^ n«p^l''^'"P^"^^' ""^^ the 
However, during the clarif<ia4-V« ' ^ circular pattern 

all-Channel cLmunicat^oi Process' an 

guidance of the IM FacUi?atSr thp wL","^' ^^ain under the 
the groups br ef kout f or smfl 1 „ Jlf Pattern exists when 
Ideawriting. The chain nforit^ group activity, such as 

vote on lilts of'ideVs" TieTpatt'^Jn^""" Participants 
silent observers are consulted b? an a.^^^ develop when the 
background information or opiVions'Lout an'lslue?'''"'^"'^' 

in contrastfTliif?? Tl l^?giti nqs^ hl^i^^/^^ ^ orewTSgf^ 
classified as "Sigma Two- namp?^ « w ^" © r g a n i z a t ions can be 
participants att^empt^ng' to liLe ''a"™?^ (facilitator) ani 
quality circle groSp is an e xaJni o ^^"^ge'pent problem. a 
While -Sigma Two- meeting! are usilllv "feting, 
types of Class I problems fhfv^.Ji ^ -^^ effective for certain 
inefficient for ^solving' ClaL li ^^rn^^ ^^""^^^ ineffective aiS 
failed to address the larotr o P^^^ems because they have 
section II an5 the inte?^p?af?o°Pt-°^ Problems discussed In 
This one reason why contlition«"i^^^^ ^"u^^ those problems" 
II problems typically fa?i ^^ approaches to solving Class 



--^i-T.pplr^^^^^^^ management decision- 

discussed in Section II. An elahnrif-^ "/"^v the problems 
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FIGURE 2 



PIVE-COIMON COMMDNICATION PATTERNS THAT 
OCCUR DURING THE PRACTICE OP INTERACTIVE MANAGEMENT 




(Ref. Steiner, 1972) 
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TABLE 2 

BOH INTERACTIVE MANAGEMENT ADDRESSES 
HAJO. OBSTACLES/PROBLEMS IN COMPLEX GROUP PROBLEM-SOLVING 



Problem Area 



A) The Complexity Of The 
Problem 



Interactive Management (im) 
Response 



of%iI?«???''°^''^ "^^^ the functions 
Sfp Sit JSrS?^' ??^^9n, and Choice to 
map out the direction for management 
decision-making. Moreover, by 

con^e^r"^ context, 
fSi! r '/"^ process, participants are 
able to focus on the knowledgf 
generation, structuring, and 
communication. 



B) The Communication Among The 
Participants m The 
Problem-Solving Group 



flnll]i' -^^ Facilitator's primary 
function IS to monitor and encourage 
positive group maintenance rolesf^ 
the IM Methodologies and 

can selfSJ Facilitator 
that appropriate methodology 

that IS commensurate with the group's 

fn?;r'f or ^^""^ ■ Meth?d0??gy 
allows for various task roles which 

^Slfillf"''"'^""^^ Observers 
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TABLE 2 

HOW INTERACTIVE MANAGEMENT ADDRESSES 
MAJOR OBSTACLES/PROBLEMS IN COMPLEX GROUP PROBLEM-SOLVING 

(Cont 'd) 

Problem Area t i. 

Interactive Management (IM) 
Response 



B) The CoMunication Anong The 
Participants In The 
ProbleB-Solving GrooD 
(Cont'd) *^ 

a) Unfocused Discussion 



b) Interruptions 



c) Poor Listening 



The IM Facilitator focuses the group's 
^^fCHf?ion to be within the context 
established by the client prior tf the 
IM session Many times, participants 

?ilculsi;n'?'°"'"' °' °f 

Also, the requirements of the 
participants during the application of 
each Consensus Methodology does no? 
overload them to the point that 
unfocused discussions arise 



The IM Facilitator diagnoses and 

roiff^®^ P'^^P" ^roup maintenance 
roies* 



The Consensus Methodologies require 
a?tive involvement by the 
participants. The methodologies 

^^"iffK^^^?"^^°" listening, but 
the methodologies also provide for 

Jofre^t fofS^??^°^ information to 
?i^J!n^,, i deficienc or inattentive 
listening by one or several 
participants. 

IhlJ^ process is self-documenting and 
skills!^^ '"'^"''^ °" listening 



^ IS 
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TABLE 2 

BOW INTERACTIVE IIANAG2MENT ADDRESSES 
MAJOR OBSTACLES/PROBLEMS IN COMPLEX GROUP PROBLEM- SOLVING 

(Cont'd) 

Problem Area t«4- 

interactive Management (IM) 
Response 



B) The CoMunication Anong The 
Participants In The 
Problem- Solving Grouo 
(Cont'd) ^ 

d) Individual Domination 



The IM Facilitator controls domination 

?L- ^igh status 

individuals. 



e) Constraining Communication 
Climate 



P^r,-?-2®!"®"® Methodologies and IM 
In encourage participants 

to be open and creative with 
the generation and discussion 
Of tentative or unconventional 
Ideas. 



f) Premature Evaluation 



By following the path of Intelligence 
Design, and Choice, evaluation of ' 
Jlr-^^^ Reserved until complete 
eT^^if^^^i^"" ^""^ understanding of 
simple and complex ideas is achieved. 



IS 
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TABLE 2 

HOW INTERACTIVE MANAGEMENT ADDRESSES 
MAJOR OBSTACLES/PROBLEMS IN COMPLEX GROUP PROBLEM-SOLVING 

(Cont'd) 

Problem Area t i. . 

interactive Management (IM) 
Response 



ERIC 



B) The Coouunication Anong The 
Participants In The 
Problem-Solving Group 
(Cont'd} ^ 

g) Information Overload 

The IM process breaks the complexity 
into manageable chunks that are 
responsive to the information 

the participants. Through the meta- 
process of idea generation, 
structuring and communication, the 
^?n?,i-'''5 overloads of individuals are 
?ssue ?f ; complexity of the 

issue IS preserved through an easily 
traced audit trail and the attentioX 
to subproblems and their 
inter dependencies. 

h) Inadequate Idea-Structuring 

The Consensus Methodologies set 
contains the option of developinq 

In?P^irof -""^^^"^ ^^""gh the use of 
Interpretive Structural Modeling. 
This computer-assisted methodology 
allows for structuring a diverse set 
Of elements using any transitive 

"^J relationship. The use of 
aS^ ^^"'PVter allows the IM Facilitator 
and participants to focus on the 

Pairwise relationships 
while minimizing their need to track 

aid S-"?^^ structure, record keeping, 
and display needs. ^F^ng, 

i) Premature Solution Focus 

^Ilfo??-^"''®^^ enforces the proper 
Intelligence work prior to Design 
vork, prior to Choice making! ^ 
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TABLE 2 

BCm IHTERACTIVE MANAGEMENT ADDRESSES 
HAJOR OBSTACLES/PROBLEMS IN COMPLEX GROUP PROBLEM-SOLVING 

(Cont'd) 



Problem Area 



C) The CircQDStances 

Indirectly Affecting The 
Problea-Solving Effort, 
Such As: 



Interactive Management (IM) 
Response 



a) The Organizational Cul':ur< 



c) 



The IM process is usually not started 
with an organization that does not 
Wreciate and understand thl 
ramifications of participative 
decision-making. The sense of the 

o^^??f J^''"^.'^"^^"" receptivity 
rfi^^ • 4^"^ " of the key^ ^ 
criteria for conducting IM sessions. 



b) The Expected Purpose and 
Deliverables Of The Group 



ERIC 



Effort: Managers' 
Expectations 



The IM process conditions managers nof 
to expect a -quick fix. - Adequate 

beJorrSe^^MT"'^'"" pa^ci^ants 
If ^ sessions are started! 

If this key criterion is not met, then 
IM sessions are not held. 



Organizational Incentives 
and Rewards 
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TABLE 2 

BOH INTERACTIVE MAHAGEMBNT ADDRESSES 
MAJOR OBSTACLES/PROBLEMS IN COMPLEX GRODP PROBLEM-SOLVING 

[Cont'd) 



Problem Area 



D) The Actors Not Involved In 
The Problea-solving Effort 



Interactive Management (IM) 
Response 



E) The Approach 

(Methodologies) For 
Addressing The Problem 



The inclusion of silent observers into 



the IM process allows for improved 
of the ra??ona!f 
behind the xdeas generated .and 
structured. Moreove?, because the 

IL ^^-T .'^ self>documenting, 
any point m the process can b4 
re-examined for 



understanding. 



clarity and 



All of the Consensus Methodologies 
have been tested and applied in 
numerous settings. A set of criteria 

f «^nni ^ • "^"S^ . Methodologies 
IS contained in the appendix. 

Moreover, the dedication of a physical 
lini^i^L ^^°^ting approximately 
of Jh^°?i' P^^^ training requirements 
of the IM Facilitator, and the 

nr??f^^^°5 content, context, and 
process educates and reinforces to 

o^n^^^'^Ji'^^Pf"^^ importance of 
good methodologies. 



ERIC 
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TABLE 2 

HOW IHTERACTIVE MANAGEMENT ADDRESSES 
MAJOR OBSTACLES/PROBLEMS IN COMPLEX GROUP PROBLEM-SOLVING 

(Cont'd) 



Problem Area 



The Resources Available to 
The Group 

a) The Working Environment 



Interactive Management (IH) 
Response 



DEMOSOPHIA is specially designed to 
support the comfort of the 
participant, an audit trail of ideas 
!^^"^te physical space for ^ollecJfie 
and small group pr obi em- solving. ^ 

ar^ur. -^i^^^^^ Other 

group mainfonan/<» 



b) Time Allotted 



group maintenance role 
functions. 



Jhe^?ufj°an/^%-^^" ^^"^^^ Without 
the full and dedicated time commitment 

del participants^ A 

commitment usuaUy 
.rnfiS^^^^ ^ niisunderstanding o? 

^hTpro^!lm^ ^^^^^-^^^ °" 



c) Scope Of Inquiry and Need 
For Closure 



Since complex problems are 

SrPd??^"??^*'^^' " difficult to 
predict the precise outcomes of the IM 

ff^^-"^, products unfold over 

time and lead to more detailed, 
integrated task force work or to 
researchable topics, m this sensp 
some Closure is obtained, bi? ?he ' 

usually do not become clear until an 

?hI^o?ohT'°'i""'i^^ understanSing 
the problem has been achieved. 
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Concl^iRj^P 



around the three necessarv^i^^ Problems and which is built 
resolution - JnteluSenct^ Sc^"^''^^ effective problem 
Management utiUzS five I^nerafsJ?? Z"*^ Interactive 
Of the common communicaUon^progiem^.^f'^^^^Srwor^? ^'^^^^"^ "^"^ 

Intera"^iL% iL%gLTn?^ il^'inl^^^Sow^^ be^'oLn^"^^^^^^"-^ 
indications from applications tJ ..i 5 preliminary 
solving suggest that l5 ?s hiah?i pJ^I^!?-'^®'^ complex problem- 
contributionl to the resolutiiS f.^^?^^''^ ^" ""^"^ing major 
illustrates some of the morf if^.nf ^°'"P^«'^ problems. Table"^ 3 
Management to variLs prSielts ^hf^^^'f^'^^^"^ Interactive 
.ore formal testing ol Us\Tn|:term''lf?|ftiv1SL^f '^^^'^ 
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TABLE 3 

RECENT APPLICATIONS OP INTERACTIVE MANAGEMENT 



U.S. Porest Service 



UmBB-QFJBE IM APPr.Trft^T/.^, 

Identifying and structuring of 
problems related to the National 
Forest System, ^"n«j± 



Rational Marine Pisheries 
Service/National Pisheries 
Institute 



Public rerun, for identifying 
roler and options for American- 

indSlt^y'^'^'"^"' ^^^^oo^ 



George ilason University 



J5jj;=iP^ting the GMU Image for 



Department Of 
Electrical Engineering 



Designing Center for EE Pelated 
Research Activities. ^e-^ated 



Agricultural Research 
Service 



Structuring of Management 
Problems and Solutions for the 
Beltsville Area. ^ 



Task Force on Environmental 
Cancer and Heart and Lung 
Disease ^ 



Designing Action Plans for 
Managing Laboratory Qualitv 
Assurance. axity 



National Marines Pisheries 
service 



1990's!^^''"'^^ R^^esign For The 



ERIC 
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APPENDIX 



CRITERIA TO BE MET FOR INCLUSION 
IN THE SET .OF CONSENSUS METHODLOGIFS 



that are „.et by this%e\\'/7ev\n"™etrodolog^es! "^"-«"ents 

* I^V®,","^^ one (and preferably several) 
methodology that permits efficient generation of Ideas 

^^""^^ ^^^'^ °f goals, object ivil! 

activities, programs titles, project title,<5, etc!)! ' 

* ^^f^^^^lf^^ one (and preferably several) 

?dea«^hJ°^^^^ *^^-^/ efficient structuring of 

ideas by individuals or groups (to produce such things 
as intent structures, activity sequence diagraSI! 
priority structures, DELTA charts, etc.). "9"""^' 

* ^^"^ preferably several) 
rn%M°*^°\°^^ ^^^^ offers a complete process for 

Ind wh^ch'*^!.^'' ^""^^ ^" designing alternatives' 

and which recognizes certain laws of design. 

* rj!!v"'n^^°'^!^°^"® "^^^^ """^ demands on groups that 
o^ ^hP?r"hLj^"°"f expected to accomplish, based 
on their backgrounds, experience, and education. 

The division of labor between the people and tho 

reTlVdo'w?A'.'>f ^''f^l^itly appropriate'^to^'s'sure tJat 
it lo.c: ?° ^^^^ the computer does what 

It does best, thereby maximizing the contribution of 
the group and saving their time. 



disr^n^^"^"^/^^®^ exhibit both a sound behavioral 

c!ea??v e^xnf.f?;?? technical design, both being 
ZZ^^I}^ explainable, with the two components of 

r!!n!arc\ll^^^^ ^^^l""^ mutually compatible and 

reinforcing wherever possible. 
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aSDl'^rVl°i«°„^°^^?\^^°"^^ histories of successful 

application which are available in the open literature. 

riU™ra^S?e^°^/n Ihf It ^hemselves be described in open 
^- L " Which their connection to the cornus of 
scientific knowledge is exhibited. corpus of 

mSc:?\f'^"^"^*^.J° °f consensus methodologies, i^r 

must be clear that an admitted methodology either 

(a) is not a special case of one that is already in the 
seCf or 

(b) that there is some unique benefit by givinq 
membership to that special case. 9^"^ ing 

fi'^^^Li^^^^ "^^ ^^"^ advantage, membership 

nr««rfl*.f consensus methodologies shall favor non- 
L7h?5olog?e?. --^^^'^o^-^-- over proprietary 



The methodologies should be transferable from the source 
™nn»^f^°" client organization with a 

reasonable amount of training and software modification. 



n^^^rnr^JL ^ ''^^"^ cqual, me t hodo 1 og i 68 that have 
«?oJ "9orous peer review in refereed publications 
are preferred to those that have not been so tested. 

The methodologies must be participative, that is. thev 
w^n specifically amenable to contributions from al? 
who are involved in their use. 

The methodologies must involve specific activities that 
f?^"^? communication, especially 

are dea'l"; wi?! °- individual component topic- that 
are dealt with wnen working with an issue. 

There must be provision for open dialog, and for equal 
decision-making powers for all participants, in order 
to stimulate consensus. xn oraer 
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11^1^^%^^ "^^^ ""^^ Clearly defined for these 
methodologies. Generally speaking, participants in ^h! 
?£e'^!?t\rr''nf^ distinguished from ffciii^S?Srl wUh 
l.K^ l. *^^ playing only process roles and not 
substantive roles involving issues under discussTon. 

ncr^^^ll!" ^® PJ^ovision for possible iteration in the 
use of the consensus methodologies, to allow for thl 

ifantblVa? th'. ^"--^«dge^ha't l^as'VoT feadUy 

avaiiaDie at the time of use. ^ 

L'^L%:r'lhotl^a'^°rb%^%U" /a"" nation What 

III riiro'f'tirpartici'Antr °* 

The graphics used in the methodology shall be 
translatable, rather than intuitive. Thfs means tha? 

^hilT''tiT.''T ""ig^^ly translatable in?o prose' 
While this does not absolutely assure qood 

fTr'^'r^fo^^"' ^^^^ the graphics do^ not 

introduce new ambiguity. Also it allows us to take 

ShUe ^0-^^-^^%-^ Of graphic expression? 

exprelsion! ^ explanatory power of pros4 

The graphics chat accompany the methodologies shall, in 

symbols, anticipate the rapidl^- 

S^^nA^^'"^.^""® graphics can be organized 

printed automatically. While 




^n'jr^-V J ^^'^^ ^'^^ graphics can be kept 

to date and reflect new knowledge that is gained. 



(Extracted From An Unpublished 
Paper On Consensus Methodlogies 
By J. N. Warfield, 1982) 



30 



